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ENCORE 
ENVIRONMENT AND COASTAL RESOURCES PROJECT 

ENCORE is a regional conservation and development project in the Eastern Caribbean (EC) targeting 
the Marine Biome Its purpose is to demonstrate that the collaboration between public, prwate and 
community interests can protect the natural resource base and enhance blodiverslty conservahon, whle 
promotlng viable economlc development It focuses on sustainable use and capac~ty bmldmg, but 
incorporates as well elements of pollut~on prevention and treaties and legislahon 

The Project's overall goal zs to foster sound envzronmental management zn the Eastern 
Carzbbean through a partnership of regional and natzonal agencies, non-governmental 
organzzations, community-based organzzations, and the pnvate sector 

Funded by the United States Agency for International Development (USAID) and managed by World 
Wildlife Fund (WWF), the Project is implemented through a Regional Environmental Management 
Component and a Local Site Management Component with the Techcal  Assistance support of WWF 

Regional Environmental Management 

Natural Resources Management Unit of the Organuation of Eastern Caribbean States- 
OECS-NRMU To increase the capacity of the institutions in the Eastern Caribbean countnes 
to address environmental issues and increase the public awareness of the relationship between 
natural resources conservation and sustainable economic development 

Caribbean Environmental Health Institute-CEHI To improve the region's capacity to 
monitor (a) the changing status of key natural resources, especially water, and (b) the trends 
in environmental degrad-n 

Local Site Management 

Ministry of Agriculture, Forestry and Environment of Dominica and Ministry of 
Planning, Development and Environment of St Lucia To demonstrate the value of an 
integrated management approach to natural resource conservation and development, and to 
strengthen the capac~ty of relevant stakeholders for the sound management of selected 
terrestr~al and manne ecosystems, as well as for the monitonng of natural resources 
management activities 
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SUMMARY OF LESSONS LEARNED TO DATE 

THEME 1 PROJECT DESIGN AND PLANNING 

The Value of Partrczpatov Plannzng Actwe participation of beneficiaries and implementors 
in project des~gn prov~des for better definition of the problems and issues, and for a factual 
articulation of the long-term project goal 

Avord Unrealrstrc Expectatrons Projects involving multi-stakeholder collaborat~on need to 
mclude mechanisms to avo~d raislng unreal~stic expectations 

The Value of Monrtorrng Natural resources management projects wth  built-in mechmsm for 
monitoring and adjusting activltles during implementation improve thelr chances of success 

THEME 2 STAKEHOLDER COLLABORATION AND PARTNERSHIP 

There 1s No Prescrzptron for Partnershzps Dedicat~on and flexibility are keys to effective 
collaborat~on and partnersh~p bu~ld~ng 

Partnershzps Take Tzme Multiple stakeholder partnerships take time to develop and are most 
effectwe when bu~lt upon a common agenda, good communication and mutual trust 

Inter-Agency Collaboratzon 1s challengrng Promoting ~nter-agency collaboration IS 

challenging, but essent~al to sound environmental management 

THEME 3 COMMUNITY PARTICIPATION 

"Real" Community Partrcrpatron Promot~ng "real" community participation m envronmental 
management IS time-consummg and requires commitment, pat~ence and sklll 

Movzng From Dependency to SeEf-He@ S~gnificant effort is needed to assist local comrnuruties 
to move from a "dependency mentality" to a self-help orientation 

The Legal Framework The success of commumty partic~pat~on m natural resources 
management depends slgn~ficantly on the existence of the appropriate legal framework 

THEME 4 CAPACITY BUILDING 

Needs Assessment A needs assessment at the ~nitial stage ensures that the program responds 
to the spec~fic needs of the beneficiaries 



Monrtorrng Project Impacts Impact monitor~ng is an essent~al component of capacity bu~ld~ng 

rn Experzentzal Learnzng Learning from peer's experiences is among the most effectwe tools for 
capacity budding 

THEME 5 POLICY FRAMEWORKS AND GUIDELINES 

Polrcy Formulatzon Consultations among pollcy makers, technocrats and other stakeholder 
groups are the best foundation for the formulation of sound pol~cy, guldellnes and regulat~ons 

. Publzc Awareness Campaigns Well-targeted Public Awareness Campaigns are an important 
element In the formulat~on and subsequent endorsement of pollcy framework, guidelines and 
regulat~ons 

THEME 6 ADOPTION OF IMPROVED NRM PRACTICES 

rn Partrczpatron of Target Groups Participation of the target groups in the development of 
gu~delines, management plans, etc is essent~al to their adoptlon 

rn Empowerment of Target Groups Effective adoption of gu~delines, management plans, etc lies 
extensively on the empowerment of the target groups 

rn Local Economzc Benefits Adopt~on of improved natural resource management practices is 
more l~kely to occur ~f the activ~ty generates economlc benefits for local communit~es 



THE ENCORE EXPERIENCE. LESSONS LEARNED TO DATE 

OVERVIEW 

The ENCORE project is designed around the premise that small Island states are special cases in 
economic development plamng because the structure and function of the~r ecosystems are intimately 
llnked to ne~ghbormg ones as well as to the small size and co-dependency of their national economes 
The economlc development of any s~ngle island, therefore, must be viewed in the context of larger, 
integrated approaches whose economic, demographic, socio-polit~cal, and env~ronmental elements are 
Interlinked Working wth these assumptrons, ENCORE confronts some of the fundamental challenges 
to the viability of the reglon as a cluster of sustainable natural resource-based economies, such as 
tourlsm, land-based pollution, agriculture policies, and coastal zone development 

It IS funded by the United States Agency for International Development (USAID) through a Project 
Agreement with the Organzation of Eastern Caribbean States and a Cooperative Agreement with the 
World Wildllfe Fund (WWF) In turn, WWF prov~des sub-grants to CEHI, the Government of the 
Commonwealth of Domlnica and the Government of St Lucia In add~t~on to the provlslon of 
Technical Assistance, WWF IS responsible for ensung  (a) the sound management and smooth 
~mplementabon of its sub-grantees' Project acbvities, and (b) their compliance with the terms of their 
respective Project Agreements as well as w t h  relevant USAID-WWF Guidehnes, policies and 
procedures 

Schemat~c Implementat~on Structure 



Map of the Eastern Caribbean showmg the OECS Member States 
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THE LESSONS LEARNED PROCESS 

ENCORE has contributed and is still contributmg to notable results ~n the conservatron and 
management of fragile terrestrial and coastal ecosystems, the development of naturehentage tounsm, 
environmental monitoring, public awareness and the strengthening of institutional capabil~ty 
Nevertheless, ENCORE'S most important legacy may very well be the implementation insights 
garnered from hard won experience that reflect the lessons learned from project achievements and 
disappointments The search for best pract~ces and lessons learned (effective plamng processes, 
strategies, ~mplementatlon techniques, policies and information management systems) is worldwide, 
so ENCORE is well pos~tioned to contribute to the global knowledge building effort 

This assessment of the Lessons Learned To Date from the ENCORE experience IS the result of a) a 
serles of consultations, workshops and meetings fac~litated by the authors and held by the ENCORE 
Project partners (CEHI, OECS-NRMU, Ministry of Agriculture, Forestry and Environment of the 
Commonwealth of Dominica, Min~stry of Planning, Development and Environment of St Lucia, 
USAID and WWF), b) various interviews and meet~ngs held with key collaborating agencies, 
community groups and beneficiar~es such as the St Luc~a National Trust, the St Lucia Tomst Board, 
the Soufr~ere Foundation, the administrat~on of the Soufnere Marine Management Area, the 
community of Belvedere, the St Lucia Department of Forestry, the St Lucia Department of Fisheries, 
the Forestry D~vision of Dominica, the Dommca Department of Fisheries, the National Development 
Corporation, the Portsmouth Indian Rwer Tour Guide Assoc~a~on,  the Produce Chem~stry Laboratory, 
the F~sheries Study Group, etc , and c) the revlew of key project technical and progress reports T h ~ s  
assessment allowed the identification of project successes and disappointments, and gathered ~nsights 
as to why It paid spec~al attent~on to the "process" that led to key project achievements The senes 
of case-studies highl~ghts this dimens~on of project activ~ties This modest set of lessons learned and/or 
pr~nciples remforced expresses the collective wisdom of the ENCORE group on some of the important 
factors contributmg to successful initiatives on behalf of ecoregion conservation and comrnun~ty-based 
natural resources management 

- 

The first series of consultations led to the select~on of a preliminary list of themat~c areas to focus the 
lessons learned exercise During the process, the list was reviewed and further rev~sed to encompass 
the SIX (6) themes covered ~n t h ~ s  document Although these themes are interlinked, attempts have been 
made to develop each of them In such a way that the reader may pull and use the sect~ons most relevant 
to hdher  mterest or work 

The SIX themes are 

Project Design and Planning 
Stakeholder Collaboration and Partnership 
Community Part~cipation 
Capacity Bullding 
Pohcy Frameworks and Guidelines 
Adoption of Improved NRM Practices 



THEME 1: 
PROJECT DESIGN AND PLANNING 

The successful implementation of a project starts at ~ t s  plannlng and des~gn stage ENCORE, l ~ k e  all 
other projects, falls under the same rule The designers' degree of understandmg and interpretation 
of the issues at stake play an important role in the whole process At the same tlme, their degree of 
understanding of the issues depends significantly on the project's point of origin 

When a project origmates from the direct beneficiaries (those who w ~ l l  benefit directly from project 
activ~ty), the problems to be addressed are defined and articulated according to their understanding of 
the~r  own situation and needs As a result however, it may fall short of meeting the objective and 
program of the funding agencies Alternatively, when it onginates outside of the target areas, it is very 
l~kely to reflect the mlsslon of the external organlzatlon as well as its own perception of the needs of 
the beneficlanes Consciously building-in the opportunity for active collaboration among the major 
stakeholder groups (beneficiaries, ~mplementing, executmg and funding ~nstitutlons) during the 
planning and des~gn process IS cr~tlcal to ensure that the real needs and pnonties of the beneficiaries, 
as well as the mlssion of the implementing and funding inst~tutions, are taken Into considerahon and 
reconciled 

The ENCORE experience has once again demonstrated the value of participatory p lamng A true 
understandmg of the ecolog~cal, soclo-economic, instltut~onal and historical context of the 
beneficlar~es and target locations IS a v~tal element for the design of prachcal and sustainable projects 
Community development and conservation practitioners have long argued that part~clpatory planning 
leads to projects which are bu~lt on existmg knowledge, instltut~onal structures and local capacity 
Th~s ,  in turn, generates more actwe community involvement during ~mplementation, contributes to 
buildlng the capac~ty of local mstitutlons and organizat~ons, and results m activ~ties that are more l~kely 
to be sustained 

- 

THE DESIGN OF ENCORE 

ENCORE is the result of a USAID-led mlsslon in 1990 It was deslgned to increase the level of 
awareness of people and governments in the region of the causes and consequences of environmental 
degradat~on, and to enhance then- abil~ty to use the regon's natural resources in econom~cally 
productwe and sustamable ways The two project components (REM and LSM) were to be mutually 
supportive, with lessons learned in local site actlv~ties shared regularly w ~ t h  other OECS countries 
through the network of reg~onal activ~ties, and lessons learned from the REM achvitles applied to the 
LSM's The LSM activities were to provide the analytical basls for guld~ng and informing the REM, 
allowlng the other OECS Member States ample opportumt~es to examine them, observe the lessons 
learned and adapt them to the~r specific situations In general, the designers expected that by the end 
of the project, publ~c knowledge, support and partlclpatlon of local communities in maintaining the 
reg~on natural resource base for sustainable economlc development would be Increasing 



The project has s~gnificantly changed from this original des~gn Numerous lessons were learned 
during ~ t s  implementat~on, and many experlences accumulated in slmllar projects in other parts of the 
world were confirmed Hopefully, other inst~tutions, agencles and cornmurubes mvolved m the design 
and development of community-based natural resources management projects can benefit from these 
lessons 

LESSONS LEARNED AND/OR PRINCIPLES REINFORCED 

1 The Value of Partzczpatory Plannmg Active partwpatlon of beneficiaries and 
implementors m project design provides for better definltlon of the problems and Issues, 
and for a factual art~culat~on of the long-term project goal 

The ~mplementation of the ENCORE project was extremely challenging due to a senes of oversights 
during the project des~gn caused by madequate understandings of the social, economic, political, 
mstltutlonal and biophys~cal context of the target areas The project was based on several unreal~stic 
assumptions, especially regardmg regional, national and local capaclty for ~ t s  ~mplementation 

For example, the des~gners assumed that the NRMU had the capaclty to oversee a project of this 
magnitude and at the same Ime implement the reglonal component However, at that tlme, the NRMU 
was only a five-year old organ~zation w t h  a very small staff It had been worlung in collaboration 
wlth the German Agency for Techn~caI Assistance (GTZ) on the testing and implernentat~on of var~ous 
env~ronmental techtuques includlng Geographic Information Systems At the t ~ m e  of signing the 
Project Agreement, ENCORE was the largest bl-lateral program in the Eastern Caribbean Nelther the 
OECS Secretariat nor the NRMU had any dlrect involvement w t h  the private sector or the NGO 
communlty as required by the Project Therefore, meeting the USAID program and financial 
management requ~rements tested the mettle of the NRMU which did not, as yet, have the institutional 
capac~ty to take on such respons~bii~ty Thls resulted In numerous and lengthy lmplementatlon delays, 
as USAID compliance Issues were resolved, which In turn caused tenslon between NRMU and the 
LocalsE Management However, wh~le it was a struggle to manage the project, over the years the 

- 

experience has served to strengthen the capac~ty of the NRMU ENCORE has widened the cl~entele 
of the NRMU to include the pr~vate sector, the NGO and CBO community The OECS-NRMU now 
plays a more pro-act~ve role In proposal development, project design and ~mplementation 

Another Inaccurate assumption related to the capaclty at the Local Sltes The design pre-supposed the 
existence of a level of communlty organizations that could engage In partnerships with government 
and the pnvate sector to Implement the project activ~ties However, while there were a few NGOs, the 
major~ty of the exlstmg groups compnsed church and sports groups and other service clubs, many of 
which were non-functional In fact, none of the Local Sltes had s~gnlficant community-based 
organizations that were ready for partnersh~ps with government Historically, the Caribbean public 
IS accustomed to the Government's taking responsiblllty for the deslgn and ~mplementation of projects 
Partic~patory approaches to development were at that time st111 in their infancy in the region Had the 
community been Involved In the project des~gn, this lack of capacity would have most l~kely been 
identified and addressed 



Rect~fylng Project deslgn flaws delayed the ~mplementation of several project activities so that the 
necessary assessments could be undertaken The more comprehenslve assessments undertaken by the 
Project Implementors 1 led to significant revisions in the or~glnal logical framework in order to 
estabhsh objectlves and performance mon~torlng indicators which would better capture project 
accomplishments Fortunately the fundrng agency, USAID, was supportive of the need to make 
modifications to the Project 

The value of participatory planning is underscored by the success of the Water Quality Monitoring 
Program wh~ch was designed by the implementors and the beneficiaries together, w t h  inputs from the 
funding and the managlng inst~tutions It is a good example of how to avold some of the des~gn flaws 
described above In this instance full contextual analysis was undertaken prior to implementation 
(Case Study No 1) 

2 Avozd Unrealzstzc Expectatzons Projects involving multi-stakeholder collaboration need 
to include mechanisms to avoid raising unrealistic expectations 

An important aspect of project implementation is ensurlng that all of the stakeholders -- fundmg 
agency, project staff and host communities -- share a common understandmg of the project's goals and 
objectlves Conflictmg interpretations of these can lead to unreal~st~c expectations This occurred In 
the ENCORE project at the local sltes and at the national level There were occasions when 
interpretat~on of the Project Document d~ffered between the implementmg mst~tutions and USAID or 
even among the implementmg inst~tutions themselves 

Prlor to ENCORE, small v~llages such as Scotts Head In Domln~ca were often targeted by the rellef 
and development agencles for rellef asslstance, mfi-astructural development and direct aid ~ntervention 
In Scotts Head, for example, just a few years before the mtlation of ENCORE, the residents had 
received financial asslstance from USAID to rebulld their homes after the destructive passage of a 
humcane Therefore, when they heard about ENCORE bemg funded by USAID, they automatically 
assumed that money would once again be available for publ~c work-type~tlvities T h ~ s  was not the 
case Durmg the first serles of consultations held by the implementors to identify and develop the 
project activltles, the commun~ty members identified and proposed only infrastructure development 
project activities, most of whlch did not fall under ENCORE'S purvlew This mlsunderstandlng 
created some f r~c t~on  at the beg~nmng 

I In thls document, the term Project Implernentors 1s used m its broader sense to mclude CEHI, OECS- 
NRMU, Mmstry of Agriculture, Forestry and the Envlronment of Dominica, Mlnlstry of Plannmg 
and Envlronment of St Lucla and World W~Idlife Fund Through ~ t s  technical asslstance role (long 
and short-term), WWF IS an Integral member of the irnplementatlon team 







structure for mid-course adjustments Fortunately, the implementors succeeded in negotiatmg with 
the fundmg agency the mclus~on of act~vit~es which responded to p r ~ o r ~ t ~ e s  ~dent~fied by the 
beneficiarres For example, the implementation of activities such as management and protection of 
some of the fragile or natural sltes stalled because the local communities had other basrc prroritres 
They identified, as their immediate priority, the need for baslc sanrtary infrastructure for the 
management and disposal of domestic and human wastes Initially, however, this was not wthin the 
frame of the Project - though it desperately needed to be in order to nurture community involvement 
with the Project The implementation team concluded that these basic needs should be addressed 
before the local communities could move to h~gher level objectives such as sound environmental 
management 

Project alienatron by the beneficiaries was avoided because 

The project staff worked rn developing and nurturing their relatronships wrth the target 
communities, 

. The beneficiaries were represented in the implementation team, 

. The implementation team discussed with, llstened to, understood and addressed the comments 
and Issues raised by the larger communrty through consultations, and 

The funding agency was flexible enough to allow adaptation or adjustments to unforeseen 
circumstances 

The lesson learned rn this rnstance is that a formal mechanism for monitoring and re-evaluating 
prlonty actrvltles needs to be built-in to the Project des~gn A formal mechanism to achieve this was 
lacking rn the original ENCORE Project deslgn It was only through the dedicat~on and hands-on 
management style of the implementation teams that community prrorrtres were identified and 
subsequent efforts made to alrgn Project activrties wrth the prrorities identrfia by the target 
communities 



THEME 2 
STAKEHOLDER COLLABORATION AND PARTNERSHIP 

A recent global revlew of integrated conservation and development projects concluded that 
conservation organizations need to place greater emphasis on establishing conservation agendas that 
balance the diverse and often conflicting interests of stakeholders, and that they should always work 
In strateg~c partnerships The ENCORE project has learned valuable lessons and/or reinforced useful 
principles regarding stakeholder collaborat~on and partnerships that are of value to the conservation 
and development communrties In the Eastern Caribbean and globally 

Like other conservation and development projects designed during thrs period, ENCORE is an 
example of a collaborative approach to natural resources management Its goal is to be reached 
through a partnership of regional and natlonal agencies, non-governmental organizations, 
community-based organizations and the private sector The ENCORE project supports the 
establishment or strengthenmg of numerous partnerships, through reg~onal boards, focal units, national 
and local coordinating committees, and project technical comm~ttees It grves h ~ g h  priority to local 
community partmpation in the partnership 

LESSONS LEARNED AND/OR PRINCIPLES REINFORCED 

1 There zs No Prescrytzon for Partnershzps Dedication and flexibil~ty are the keys to 
effectwe collaborat~on and partnership bulldlng 

ENCORE provldes a mechanism for stakeholder collaboration and partnershrp in the planning and 
implementing of integrated resource management actwibes that did not exist before In the region At 
the regional level, rt has facilitated successful government collaboration on the development of 
legislatron, polrcies, regulatrons and/or guidelines on pesticide use and handlmg, water quality 
momtormg, sanitary survey and environmental~ssessment At the national level, it contr~buted to 
central and local government agencies, prrvate sectors and NGOs working together, more than ever 
before, to plan and mplement environmental management activ~t~es through Natronal Coordinating 
Committees, and other informal coordination facilitated by the National Coordinators At the local 
level, it promoted Local Site Management Teams (LSMT), made up of government representatives 
and commun~ty-based organizations, to work in raising public awareness and to promote community 
participation In environmental management 

The ENCORE experience showed that oftentimes, ad hoc comm~ttees or boards have a better chance 
of success than the constituted ones that meet as often as quarterly In small countries with small 
professional pools, very often the same group of people serve on several comm~ttees concurrently 
Unless they are very dedicated, it is difficult for these people to respond to the needs of all these 
committees and at the same time fulfill their regular dut~es and responsibilities For example, the 
functioning of the National Coordinating Committee (NCC), the advisory body established to assist 
the Natlonal Coordrnator, was problemat~c In Dominica Very often, it was very difficult or even 



~mpossible for the NCC to hold ~ t s  meetmg because of schedule conflicts Eventually, ~t was 
disbanded When necessary, the National Coordinator had to contact the members of the dehct-NCC 
on a one on one bas~s ENCORE was not able to tackle t h ~ s  problem successfuIly In St Lucia, 
however, the NCC continues to functron wthout problems, mostly because of a larger pool of people 
to rely on The contrast h~ghllghts the point that cases will differ under different arcurnstances and 
In d~fferent settmgs 

2 Partnershlps Take Tune Mult~ple stakeholder partnershrps take hme to develop and are 
most effective when built upon a common agenda, good communicat~on and mutual 
trust 

ENCORE actrvities have been effective when the partners have a common agenda, such as promotion 
of nature tourlsm or ~mprovement of san~tatlon Partnerships proved challenglng when partners had 
different pr~or~ties Partnershlps have also been less effective when there is inadequate capaclty among 
partners to carry out their respectwe responstbilit~es and tasks Many of the commun~ty-based 
organizatlons the project proposed to work with fall in that category 

Bu~ldmg a partnership between government and NGOs was particularly challenging and has not 
aIways worked Although the NGO sector has important experience and sk~lls to contr~bute to 
community-based resource management, especially In the areas of commumty development and 
empowerment, ENCORE only partly succeed (on a case by case bass) In integratmg thls v~brant sector 
Into Project activ~ties The sentrment most often expressed was that w~th  Governments being the lead 
project implementors, NGOs were less w~lling to participate grven the~r sometimes adverse relat~ons 
w ~ t h  Governments 

On the community level however, a large number of Project actlvitles were able to foster the 
participation of commun~ty-based organizatlons (CBOs) by working w ~ t h  them in developmg and 
malnta~rung a common agenda, good commun~cation, mutual trust and a comm~tment to work together 
Equitable dec~s~on-makmg processes cemented the partnership T h ~ s  ENCORE approach IS illustrated 
in Case Study No 2 Projects wth%bjectlves similar to those of ENCORE need to plan to address the 
Issue of stakeholder roles and mechanisms for collaborat~on as early as posslble 



The LSMT sought rcr identity the crr6caX actmw necessary to overcome the paablem Thx~ugh 
conslrbtkms and We assistme a f  the Enmonmeef Health Unit, the group decided on the first 

-Srger: wmrnun~ty~ and assessed the tecfur~fag~es &at would work m the; water tagged s d a  It 
tdentifkd the; W33O-gromated double ~auit,. ventliated mprcsved pit latmes DVXP as the most 
appropriate: twhxroXogy+ XQ developed a p ropod  to cunstmct a first set of DVlPs wi& EMCOm 
funding the non-iocaiIy marlable wnsh-uction materials, Envrronmenbt Hed& D I W ~  prowdmg 
the bchnicat expertise and the beneficraries fum~shmg r k  labor and afl luaHy av~dabk matenafs 
Based. on ~ l t s  ~paciiy,  each partner taak the lead rxt the different xm;lp-lernen4#txon phases of 
this common propxt a&rvity under the oactr&natio>n. ofthe ENCQRE Local 5&3 Manager, The 
ESMT of Soufr~ere 1x1 Darnmca and those of $t Lacla used a similar approach to! address -Ehe 
issues of waste mmagement m then respectwe mnuaunitrw 



3 Inter-Agency Collaboratzon Promoting mter-agency collaboration IS challengmg, but 
essential to sound env~ronrnental management 

The project played a catalytic role In promotmg mtersectorial collaborat~on It fostered partnership 
between the Departments of Forestry and Flsherles in the management of fraglle or bio-diverse 
sensitive sltes Successful elements of this type of partnership lncluded a focus on the prlonty agendas 
and complementary sk~lls of the two agencies, along w t h  the provision of financial and mater~al 
resources by the Project Desplte thelr best efforts, often the problem of turf protection surfaced 
Sometimes, the intervention of hlgher level Government Officials, such as a Mlnister or Permanent 
Secretary, became necessary to bring the two sectors back to the table 

High-level commitment as well as appropriate human and financial resources are needed for 
collaboration and/or coordlnatlon to last More time IS also needed to work through junsdict~onal and 
~mplementation Issues, and to budd trust among the different government agencies responsible for 
env~ronrnental and resource management It is uncertain ~f collaboration among these agencles w l l  
be sustained once the catalyt~c element (in this case ENCORE) is removed because ~nter-sectorial 
coordination IS difficult to maintain and is naturally a low prlorlty m these agencies' prlmary agenda 



THEME 3: 
COMMUNITY PARTICIPATION 

A central element of the ENCORE Project IS to demonstrate that community parhcipabon m natural 
resource management can work in the Eastern Caribbean The project deslgn called for government 
agencies to coordinate communlty involvement and to facilitate the mvolvement of the Local Site 
residents in project planning, implementat~on and monitormg The results would be the budding 
and/or Increase of communlty confidence, self-reliance and decision-makmg skllls as well as the 
improvement of government agencies understandmg of the deslres and capabilities of local 
communltles ENCORE promotes comrnunlty particlpatlon though environmental awareness and 
education workshops, project planning meetings, consultabons and shll building workshops, proposal 
wrltlng, etc ENCORE seeks to ensure that the partlclpatlon is "real" not "token", "actwe" not 
"passive" The LSMTs serve as the Projects7 primary mechanism for workmg wlth the target 
communit~es They ~dentlfy and plan communlty project activlt~es for submission to ENCORE for 
support and assistance 

To date, several lessons were learned from ENCORE'S effort to promote and subsequently ensure 1) 
the establlshrnent of mechamsms for community partlapahon that have been discussed and agreed to 
by the target communlty, 2) the representation of all community interest groups in the particular 
actwity, 3) the ex~stence of effectwe communicat~on channels between the community and external 
partners, and between communlty representatives and the commun~ty-at-large, 4) the involvement of 
the community In all phases of the act~vlty--planning, ~mplementation, and evaluation--, and 5) the 
strengthening of communlty skllls to carry on the actlvlty 

LESSONS LEARNED AND/OR PRINCIPLES REINFORCED 

1 "Real" Community Particqation Promoting "real" community parhc~pation in 
env~ronrnental management IS time-consummg and requlres commitment, patience and 
sk~ll  

The Project has been successful In ralsrng community awareness about environrnental issues and in 
generatmg Interest m partlcipatmg in improved environmental management In the absence of 
formally organized community groups, project staff spent a large part of the first two years working 
directly with numerous indlv~duals and groups in the target communltles to facilitate thelr 
understanding of the Issues at stake, and to identify, plan and implement commun~ty project actlvlties 
It used the bottom-up "process" of awareness raising, dlalogue and capac~ty bullding for sustainable 
env~ronrnental activities Desplte the pressure from all angles for lmmed~ate phys~cal results, the 
Project Implementors concentrated thelr efforts In the lengthy process of bulld~ng commun~ty and 
~nst~tutlonal capacity Thls was essential In order to promote effective community partmpatlon and 
reconcile, as one observer put ~ t ,  "what the commun~ty wanted" whlch was baslc infrastructure 
projects, and "what the project had to offer" wh~ch was less tanglble sustainable resource management 
activities 



Another lesson llnked to this one has to do with staffing Addlt~onal project staff w t h  community and 
~nstitut~onal development slulls, durmg the first three years, could have worked directly on the capac~ty 
buildmg aspect, giving the other staff members the opportumty to concentrate their efforts on direct 
natural resources management issues 

2 Movzng From Dependency to Self-He@ Significant effort a needed to ass~st local 
commun~t~es to move from a "dependency mentality" to a self-help or~entat~on 

Throughout ENCORE'S life, the effective promotion of community-based natural resource 
management has been hampered by what is sometimes called "a dependency mentality" in the local 
commun~ties For historical reasons, includmg hurricane rehef programs and the relatively easy 
Income earned from tourism, some communities tend to be more interested m handouts and projects 
lnitlated in a top-down manner than m less tang~ble, self-imt.lated act~vit~es The ENCORE experience 

shows that when local res~dents are glven the opporkwty to participate in the decis~on-malung process 
about what initlat~ves will be undertaken, and how they wlll be ~mplemented, they must also be 
allowed (with the relevant technical assistance) to ident~fy the env~ronrnental Issues facmg then 
commumty and to art~culate the pr~or~ty actwties required to overcome them 

The Project found that actlv~t~es that directly address commumty needs capture the attent~on and 
mterest of the res~dents Through the process of identrfjmg and designing a solution to thelr common 
problems, the commumty members gam confidence and develop enthus~asm for the solutions They 
are much more interested and committed to the implementation and monitorlng of project activ~ties 
Through t h ~ s  approach, some community groups (like the cornmunlty of Fond Gens L~bres, Case Study 
No 3) were seen to take the lead in ~mplement~ng thelr project act~vities 





3 The Legal Framework The success of community participation in natural resource 
management depends s~gnlficantly on the existence of the appropriate legal framework 

ENCORE expenence confirmed another lesson learned in other places where commumty partlcipatlon 
has been tr~ed, namely, that a support~ve legal framework significantly Increases the ability of the 
beneficlanes to participate In a meaningful manner Thls is especially true for situabons l~ke  ENCORE 
where "co-management" is being advocated 

Co-management requlres a formal sharmg of author~ty between the state and community ~nst~tut~ons 
involved m the management of natural resources In the ENCORE project, a number of 
co-management agreements were to be established between government departments, the pnvate sector 
and commun~ty inst~tut~ons However, without the proper legal instrument, there IS no formal basis 
for confirmmg the roles and respons~b~l~ties of the d~fferent sectors In St Lucla, the Soufilere Manne 
Management Authonty (SMMA) has been established and is managed by a committee compr:sing 
representatives from the Department of F~sheries, fisherfolk, divers, hotehers, the commumty and the 
private sector (see Case Study No 7) However, there is no legal Instrument sanctioning the 
Committee other than the Fisheries Act, whlch effectwely gives full authority to the Department of 
F~sheries Therefore, the final authority for the management of the marine area remains w ~ t h  the 
government Quite understandably, the Department of Fisheries IS reluctant to hand over full 
respons~bility to the Comm~ttee, since it will have to be ult~mately accountable for the management 
results In effect, thls IS not a true shar~ng of responsib~lity since the State is required to glve clearance 
for fundamental plannmg and management decisions such as budgets and work plans In short, the 
State retams the final say 

Generally, in the Caribbean, legislation does not provide for commun~ty partlclpation Projects like 
ENCORE have shown that ~f the reglon is serlous about partlc~pat~on, then legal ~nstruments will have 
to be introduced to support ~t This w~ll  fac~litate capac~ty buddmg for community ~nstitutlons, provide 
genuine mechanisms for participat~on, and would finally lead to the devolution of author~ty to 

- 
c o m n l t y  institutions 



THEME 4: 
CAPACITY BUILDING 

Capacity building IS usually one of the deslred outcomes of development projects It is about 
mcreasing the ablllty of mstitutions and indlvlduals to carry out a task and achieve an outcome While 
it is a by-product of many project activitles, some projects wlll make the deliberate effort to mclude 
it as a separate component It is a means of promoting sustamabillty and 1s rooted in a social 
development or empowerment phdosophy Projects that propose to bulld capacity do not provlde ard 
in the form of direct contributions in cash or klnd to recipients, instead they provide funds and 
technical support to enable community members and organlzatlons to develop the skills and abilities 
to provlde for themselves 

ENCORE was deslgned to bu~ld capacity at the regional, natlonal and local level Like many other 
Projects w t h  slmilar objectives, ENCORE'S capaclty bulldmg program focused on the strengthenmg 
of lnstitutlons -- governmental, non-governmental and community-based orgamzations Thls program 
had a mulbfaceted aspect education and tra~ning to develop human resources (study grant programs, 
traimng workshops and seminars), networking to share lnformatlon and experience (ecotounsm tour 
In Bellze, technical exchange to develop the Belvldere Estate program in Grenada), development of 
gu~delines and standards (EIA guidelines, Rapld Appra~sal guidelines), and physical improvements 
to reinforce the infrastructures (equ~pment of water quallty monitoring laboratones) The project 
experience showed that a well coordinated multl-faceted capaclty budding program (Case Study No 
4) has a better chance of success than one that covers only one aspect 

LESSONS LEARNED AND/OR PRINCIPLES REINFORCED 

1 Needs Assessment A needs assessment at the m t ~ a l  stage ensures that the program 
responds to the specific needs of the beneficlanes - 

Whenever needs assessment was not part of the p l m n g  and deslgn stage, it has to be conducted early 
In the lmplementat~on phase Conducting a needs assessment allows project personnel to ascertam the 
capac~ty level of the collaborating instltut~ons m order to allocate the resources (time, finances, 
personnel, ~nfrastructure) necessary to support the project activitles and to implement the appropriate 
capaclty buildmg actlvit~es where needed In Case Study No 5, the needs assessment conducted for 
the Indian k v e r  tour gu~des In Domlnlca and the Soufriere water tam guldes m St Lucia was key to 
the success of these capaclty bulldlng programs 



D~velapment af Water @xi&.@ Gwr'Bedk~s mdStay?Har& Wrf;h fhe amve i:ol1&orafion 
of its watm qudity monitormng pmers, CEHI produced a compmhctnsx~e: twwolume 
serles to dacument prooedum ;wld standards fur the analysis af  drmkng waterIt and 2s 
cmren~y devdopmg g u d e h e s  for wnirary surveys- "fhe fvrmer, adapted &om the Wvr?d 
H&th Or&aniz&oa W O ) ,  wete endorsed by the CARIWM CouncG Mirlx~tm of 
H d t k  and. are crnxentfy in rase in all the OECS Member States, 



2 Measuring Impacts Mechanisms for measuring impact 1s an essential component of 
capacity building 

There are many factors external to the individual and the institution that can affect success or failure 
of a Capaclty Budding Program Therefore, mechanisms need to be put m place so that its impacts 
can be measured and assessed The information from these impact assessments would help to 
h~ghl~ght the rnh~b~t~ng or fac~l~tating factors m the work envrronrnent whrch need to be m~t~gated or 
enhanced 

Numerous training activities (workshops, seminars, etc ) were conducted under the ENCORE Project 
They targeted Project staff, public servants and personnel of collaborating institutions, such as 
laboratory technmans, teachers, as well as representatives of community-based orgarmations Among 
other aspects, they covered proposal wrlting, waste disposal, soil conservation, tour guiding, project 
management, env~ronrnental impact assessment, water quality monitoring, etc It is widely accepted 
throughout the region that the series of training programs organized, supported, sponsored or 
coordinated under the ENCORE Project has significantly contributed In the development of human 
resources in the sub-region in the area of conservation and coastal zone management However, no 
mechanisms have been estabhshed to formally measure ~ t s  impacts The ENCORE staff agrees that 
this ~nformation would have been beneficla1 In measuring the success of the Project as a whole and 
in developing activities to fill the gaps Learning from this experience, the NRMU has since been 
takmg a results or~ented approach to programming in an attempt to have quantifiable measures of the 
outputs of its activ~tles 

3 ExperlentzalLearnzng Learnmg from peer's experiences IS among the most effectlve tools 
for capacity building 

During the ENCORE Project a number of exchanges were organized for the Project staff and 
collaboratmg organizations to vlsit sim~lar projects One of the more successful ones was the visit of 
the Project staff and representatwes from national and local NGOs to Belize to learn from the Belizean 
tour~sm experiences This activity offered the participants new ideas and helped them In the 
development of their own ecotourism program As a follow-up to the tr~p,  the St Lucia Tounsm 
Board (with ENCORE co-funding) orgamzed a three-day national workshop to share the experience 
and launch the development of a tourism strategy for St Lucla Principles of that strategy formed the 
bas~s of a three year NatureHentage Tourism Development Pro~ect financed with STABEX funding 
People who partic~pated in the Belizean trip were h~red as consultants to ass~st the NRMU in 
developing an OECS tour~sm strategy and in fac~litatmg the workshop to d~scuss that strategy The 
St Lucia National Trust is currently implementmg a campmg ground fac~lity at Anse la Liberte w ~ t h  
some ~deas borrowed from the Belizean experience One of the participants on the trip is currently the 
actmg Permanent Secretary for Tourism m Dom~nica This illustrates the importance of the proper 
select~on of the partic~pants The impacts of an exchange or a train~ng program would be longer 
lasting when the partrcipants can promote changes in their respective mstitutions 



Sim~lariy, the members of what is now cdied*tt: Soufriere Water Tzrxl Assmbtxon weE mce 
h0m 88 &e! '%oat boys '"he goup 1s made up sf water Wz-ifpeKb3r3 and yacht &&?9 The 
former prowd~d a m g f :  ofs&ces fur toumsrs, ~xiudmg s~gktseemg tours, snmketirrg wps, and 
tmmportatioa for shoppers between the towns and v%lages ofthe West-Coast, The yacht guides 
used to swwe the stern h e s  Ebr ga&s, selX souvenirs and provide swurtty servaoes far yacht 
omers Lfke III the case of the! '3e-Q boys,"' rlslng memplayment: cmsed an m-klw afpetsom 
into the trade, causkg some aggresswe behavior as eixfr person tried ttt secure a customer. 
Tourists and yactzters began to compkun about harassment 



ENCORE was designed so that the regional and local site activ~t~es would be mutually supportive 
One of the mechanisms which fac~litated this sharing and contr~buted to the capacity building of the 
Project staff was the quarterly meeting at which all the Project staff met to discuss the various aspects 
of the~r  work plans This offered them an opportunity to share and learn from each other's 
experiences Furthermore, staff members of the LSM, using the~r experience, ass~sted m the process 
leadmg to the development of the management plan for the Belvidere Estate In Grenada They also 
contributed their know-how to other non-ENCORE funded actwities undertaken by the OECS-NRMU 



THEME 5: 
POLICY FRAMEWORKS AND GUIDELINES 

The ENCORE Project set out to accomplish an ambitious policy framework centered on improving 
env~ronmental management In the OECS Member States of the Eastern Caribbean This framework 
~ncluded the establishment of a) a regional consensus on the basic harmonized legislative framework 
which should be put In place in each country to encourage sustainable natural resource management, 
b) a focal point in each country for coordinating matters affecting the environment, and c) a basic 
environmental management plan in each country The OECS-NRMU was to become fully functional 
In coordinating and guiding these policy discussions It would act as the regional center for policy 
development on environmental concerns The NRMU as the techcal  arm of the OECS, overseen by 
a Board consisting of the Ministers responslble for the Environment, was perfectly positioned to play 
thls role S~m~larly, CEHI, wlth its Board consisting of Mmsters responslble for Health In the 
CARICOM Member States was able to be a catalyst In upgradlng environmental health standards 

In general, ENCORE'S support to the development of policy frameworks, regulations and guldelines 
at the regional level was strengthened through the training of technical persons from the reglon In the 
specific areas pertaining to these policies, regulations and guidelines as well as in Environmental 
Impact Assessment Thls work was further enhanced through the ralsing of citizens' awareness of 
environmental Issues such as pestic~de use and handling, waste management and disposal, etc 

LESSONS LEARNED AND/OR PRINCIPLES REINFORCED 

1 Pobcy Formulatzon Consultat~ons among policy makers, technocrats and other 
stakeholder groups are the best foundat~on for the formulation of sound pohcy, 
guidelmes and regulations 

- 

Policy regulations and guidelines formulation, both at the natlonal and the regional levels, does not 
and cannot take place in a vacuum, nor can it s~mply be imposed from the outslde by organ~zations 
wishing to effect or promote changes The process of policy reform (formulation, endorsement and 
enactment) has many facets includmg direct involvement of political leaders, advlce, guidance and 
mputs from technical staff, as well as pressure from the civilian soclety, i e formal organizatlons and 
general publlc In order for technical staff to be able to provide sound technical adv~ce to pol~cy 
makers at the natlonal level, they must be aware of the rationale, importance, methodolog~es, 
techniques and llkely outcomes of proposed pollcy shifts Successful formulation and endorsement of 
pol~cy framework, guldelines and regulations depend highly on the support of an appropriate cadre of 
professionals 

Reglonal organizatlons like the OECS-NRMU and CEHI recelve the~r mandate fi-om their governing 
bod~es to undertake spec~fic sets of actlv~tles For example, the NRMU has the mandatory 
responslbll~ty for asslstlng the OECS Members States In all matters pertalnmg to the sustainable use 
of natural resources, and to secure the fundlng necessary to attain that goal While the NRMU can 



provlde leadership in areas such as harmonization of environmental legislabon and training of 
technical persons in environmental disciplines, lt 1s not a policy malung body Rather, it provides the 
forum for the pollcy makers, the technocrats and the other stakeholder groups to work together, at the 
nat~onal level and in reglonal meetings, in establ~sh~ng the agenda for policy formulatlon Through 
the ENCORE Project, the NRMU complies, analyzes and distributes the relevant data and information 
to gu~de  the dlscuss~ons and the development of the frameworks The revlew of the proposed 
frameworks contmues at the national level through the natlonal focal units until endorsed by the 
appropnate body (ies) (Case Study No 6 illustrates the process ) Only then the policy frameworks 
as rev~sed are endorsed by the regional body, usually the Mlnister responsible for environment and/or 
natural resources management of each Member State 

2 Public Awareness Campaigns Well-targeted Publlc Awareness Campaigns are an 
Important element in the formulatlon and endorsement of policy framework, guldellnes 
and regulations 

Publlc awareness campaigns to increase the knowledge of the general public, or specific sub-groups 
thereof, on a partlcular envlronmental Issue are based upon the premlse that in order for people to take 
actions, they must be aware that a problem exists in the first place Awareness leads to knowledge and 
understandlng that m turns lead to correctrve actions or mit~gat~on The deslgn and successful 
implementation of a public awareness program centered on a particular envlronmental lssue does not 
necessarily mean that the lssue would be satisfactor~ly addressed Hence, focusing mostly on the 
means of dellvery of a partlcular publlc awareness message does not guarantee that the desired acbons 
will follow Indeed, lssues such as economlc status of target groups, practical alternatives available 
to the present course of actlon and opportunities to swltch to more envlronmentally friendly activ~tles 
affect the declsion to correct or mitigate The success of any policy, regulations or guidelines depends 
slgnlficantly on the support of the target group(s) In turn, the support rests hlghly on good knowledge 
and understandlng of the problems and lssues At the same t~me, in order for an envlronmental 
awareness program to effect behavioral changes, it must be accompanred with needs assessment, 
tralnlng and capaclty bullding, ~t mmt also be placed wlthln the appropnate framework, including 
policy and context 

The OECS-NRMU's efforts at addressing the pestlclde use and handllng lssues under the ENCORE 
Project (Case Study No 7) provlde a very good example of the llnkages among guidellnes formulabon, 
publlc awareness and institutional strengthenlng These efforts evolved around, among others a) the 
ldentificatlon of the parties involved In each Member State and the assessment of thelr lnsbtutional 
capabilities, b) the strengthenlng of national-level Pesticide Control Boards and their creation where 
none existed, c) the development and conduct of a publlc awareness campaign on pesticide Issues, the 
development and conduct of tralning m envlronmental and health risks of pesticide in the Eastern 
Caribbean, and d) the development of policy brlefs on pestlclde management 
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THEME 6 
ADOPTION OF IMPROVED NRM PRACTICES 

ENCORE has been and is still involved in promoting different improved environmental practices, 
policies, guidelines and management plans Among others, these include 

new standards for drinkrng water quality, 
guidelmes for water quality monitoring, 
guidelines and policy briefs for pestic~de use and handling, 
guidelines for environmental ~mpact assessment, 
gu~delines for watershed appraisal, 
~mproved sanitation practices, 
improved sol~d waste collection, 
the Coastal Resources Management Initiative, 
enhanced coastal zone management through the efforts of the Soufriere Manne Management 
Area (SMMA), Cananes-Anse La Raye Marme Management Area (CAMMA) and the Cabnts 
National Park, 
efforts at sound management of fragile or protected areas such as the Belvidere Estate, Gros 
Piton Nature Site and Anse la Liberte Nature Site, the proposed Sulfur Spnngs National Park, 
and 
efforts to enhance income generatmg activities in local commun~ties through conservat~on and 
nature based tour~sm 

In the long run, the success of the ~nitiatives started under the ENCORE Project will be assessed on 
the degree of utilization and adoption of these practxes, polic~es, guidelines, concepts and management 
plans by the target benefic~aries The degree of then- adoption directly affects the impact of the project 
on the target population Similarly, the extent to which people internalize and utilize them is a 
precursor of how these practices, policies, guidelines and management plans willbesustained over the 
long run In order for people to adopt new practices, certain requirements must be satisfied First, they 
must understand what is being advocated, and be willing to experiment with and adopt the new 
practices Second, they must have the economic mcentive to work towards a new practice or technique 
because it is directly in their own financial interest or because the consequences of not adopting would 
be too high Case Study No 8 describes the process of formulating improved NRM guidelines in an 
environmentally and economically sensitive region of St Luc~a 

LESSONS LEARNED AND/OR PRINCIPLES REINFORCED 

1 Partrapatton of Target Groups Partlc~patlon of the target groups m the development of 
guldehnes, management plans, etc IS essential to thew adoptlon 

Target user groups must be given the opportun~ty to have a say In the drafting of the rules and 
regulations that will affect them Traditional user groups such as fishermen have a wealth of local 
knowledge about the status of the natural resources, recreational features of interest to visitors, and 



potential hazards and areas requiring speclal attention They are also concerned about sustaining the 
welfare of then famlly to the continuing use of the resources 

During the consultation process for the SMMA, local resldents and other user groups participated in 
meetings and contributed to the designation of the management zones This was facilitated through 
field trips to the site on sea and on land where they were given the opportunity to view natural features 
and comment on the location of the different management zones 

In addition, the Technical Advisory Commlttee was selected to incorporate representatives of the user 
groups, Interest groups, government departments and others This 22-member committee met on a 
monthly basis to discuss issues concerning management of the area and to advise staff on how best to 
proceed However, this Technical Advisory Committee has proven too large to reach consensus and 
decisions needed to gulde management An Internal management revlew by CANART in 1998 has led 
to the restructuring of t h ~ s  Commlttee to allow for a streamlined Executive Commlttee and an 
Advisory Committee 

2 Empowerment of Target Groups Effectwe adopt~on of guidehnes, management plans, etc 
l ~ e s  extensively on the empowerment of the target groups 

In order for new practices to be adopted and sustained, target user groups must not only understand 
the technology being promoted, but they must also take an active part in the management of the 
resources Thls can be a wide gap to brldge in the case of residents that are used to government 
handouts, and who are now expected to partuxpate m the management of programs m thelr 
communities Communlty resldents may not have exactly the same goals as those from the outside 
who advocate programs to work towards sustainable development of that area Communlty residents 
may not possess the organizational and management skills to take complicated decisions and provide 
dlrect~on to staff They may not possess sufficient conflict resolut~on slulls to rise above local resource 
dlsputes or local political or religious differences Yet, they value the resources, and m many 
occasions, they are more concerned about  the^ proper management, and are more aware of the 
available options than the outsiders Sometimes, they only requlre a forum to express themselves 
freely 

Environmentalists, technocrats and decision-makers must be prepared to accept and support the 
empowerment of community members to partxipate in the management of the resources 
Empowerment means that there must be a willingness to dwest some or all management control from 
a centralized authority, and a sense of trust that the programs will be ~mplemented m accordance with 
shared goals Thls is true whether full management authority is to be delegated to a community group 
or an NGO as for the Purple Turtle Beach Facilities in Dominlca or the Belvidere Estate in Grenada, 
or a co-management scheme is developed as for the Gros Piton Site or the SMMA in St Lucla 



Xn 1997, the SMMA received welf deserved mttrnatfom% xecugnition by wmnIng the British 
Airways Tourism fir Tomorrow Speed Award for Stlatima1 Pwb an4 P M e d  Areas.. Re~enfly, 
the SMMA added an Education Officer f.o 1% s&fF +Q eilgage HZ pablic o ~ ~ t m h  affarts 
Momtornng of the mame resources afthe park has shown an increase in fish stocks h the SMMA 

1 in geneml and pa&cufarly ~n the Maine reserves of  h e  SMMA 



3 Local Economzc BeneJiis Adoption of improved natural resource management practices 
is more likely to occur ~f the activity generates economic benefits for local communities 

The ENCORE project reflects the growlng recogmtion among OECS countr~es of the inter-relabonshp 
between economlc growth, envrronrnental protect~on, and stakeholder part~c~pat~on In env~ronrnent and 
development dec~s~on-mak~ng Whde the development of economlc benefits was not an exp l~c~ t  
objectwe of the project, ~t was ~ m p l ~ c ~ t  In the project's goal of sound env~ronmental management and 
many project act~vihes are providing economic benefits for local res~dents Actwhes l ~ k e  sustamable 
tourlsm, small-scale fishing, and sustainable agriculture are promising approaches that can prov~de 
env~ronmentally sound economic benefits through employment, income generation, local partlapation 
and capacity budding Nature tour~sm activit~es and marme management areas supported by the 
ENCORE project are beg~nning to generate economlc benefits for local communities, mcludmg 
employment as rangers, gu~des, and construction workers, as well as small busmess development, such 
as craft or souvenlr shops 

Marine management areas like the SMMA prov~de Important economlc benefits to fishermen by 
securlng then- r~ghts to fish m important areas, protectmg breeding grounds, support~ng altematlve 
types of fishing, and promoting marme-based tourism a c t ~ v ~ t ~ e s  They also play an important role In 
fac~l~tat~ng collaboratwe management of the resource by d~verse stakeholders, and m regulatmg tounst 
activit~es to ensure their sustamabd~ty 



THE ENCORE EXPERIENCE LESSONS LEARNED TO DATE 

CONCLUSION 

ENCORE has initiated or undertaken a large number of initiatives Some like the Fishing Gear 
Improvement, SMMA, Strengthening of Pesticide Control Boards, Water Quality Monitoring, NGO 
Grants, CRMI, Basic San~tat~on Facilities will have matured by the end of ENCORE, I e they wdl 
have had bme to develop on their own and to take on their own momentum Other activities such as 
working with the Fond Gens Libre community on developing the Gros Piton Nature Site, the 
establishment of CAMMA and the Marine Management Area for Cabrits Nat~onal Park, w l l  be on- 
gomg They are currently in various implementation stages Additional care and nurturing wl1 be 
requrred to carry them beyond the implementation of ENCORE workplans Once the ENCORE 
Project termmates and the catalytic and facilitation role of ENCORE is no longer present, it will be 
up to host governments and institutions to secure other sources of fundlng to continue and sustain 
them 

Even in the cases of success stories hke SMMA, PIRTGA, CRMI, or Water Qual~ty Monitoring, many 
problems will still remain to be resolved and further work w111 have to be done to ensure that the 
environmental management objectives of these activities are sustained In the case of SMMA, 
attention needs to be paid to the collection of fees to ensure financial sustainabdity, to the educat~on 
of the public to build respect for the area, and to the enforcement of regulations to sustain the recovery 
of these ecosystems In the case of PIRTGA, issues such as the overall status of the Indian fiver, 
d~scipline of the tour gu~des, financial management of the association, enforcement of the association 
by-laws and continued trarning in tour g u ~ d ~ n g  will need special attention Although the CRMI has 
evolved into the Coastal Resources Management Program and other resources have been mobilized 
to ~nltiate the program, the bulk of the work still remains, i e valorization of the natural resources in 
economic development planning, institutionalization of environmental Impact assessment, etc 

One of ENCORE'S contribut~ons to the sustainable management of the natural resources of the  tern 
Caribbean reglon, could be the development of a practical Action Plan outlining the steps to be taken 
to ensure the successful continuation of these ENCORE-funded initlat~ves, when USAID funding 
support ends One aspect of such an Action Plan should be a continued focus on disseminating 
successful results throughout the OECS reglon 

ENCORE has been involved m numerous community level environmental management activities 
ranging fkom bas~c sanitation to water quality monitoring, and from watershed management to Marine 
Management Area Development Work done rn one community may be of relevance to other 
communit~es with sllght modification For example, the methodologies and technologies to construct 
latrrnes in communities may be of relevance to other communities not only in St Lucia and Dom~nica 
but in other OECS countries as well Similarly, the evperlence of the development of the SMMA is 
of relevance to not only the CAMMA and the Marme Section of the Cabrits National Park, but to other 
coastal zone initiatives in the Eastern Caribbean region 


